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CI-P News

Curve

The Management of Cost
— Walter E. Lowell

Volume 6, Issue 3

You cannot manage
costs.

doing the wrong thing to the
wrong people at the wrong
time), which increases cost;

Costs are an outcome.
The question must be:
What causes cost?



Costs are the result of processes/operations. When you manage
processes and operations you manage
costs.



How many people understand
this?
The answer, we suspect, given the
current conditions: Very few.
Consequently, costs remain out of
control until — we start to manage
processes.
One way to balance a State budget is to cut programs or people or
both.
Other than the obvious pain to
the people directly affected, what
actually happens?
The budget books, of course, will
show a reduction in cost: the cuts.
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the loss in skill and knowledge;
and
the creation of a win-lose environment. One group wins, another loses.
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But, at least in government, the
greater loss of trust and goodwill
means that there really are no winners.
There is a natural systems law
that states: everything is connected to everything else.
Yet, we do not know nor cannot
know all or, in some cases, even any
of these connections.
We do not know, for example,
when a service is cut how much
waste was actually embedded in
the process that produced the service (or product) unless, of course,
we actually mapped it out.

What they don’t show is —

Even then we only have an estimate at best.



the adverse impact of the cuts in
related services, systems, or processes;

Consequently, costs due to
waste/failure demand and valueadded are obscured.



the increase in failure demand
(i.e. failing to do something or

— Continued on page

Special points of
interest:
● Next Clinicals
 March 25
 April 15
 May 13

Clinical Supervision — February 18, 2011
February’s Clinical Supervision took up two of the DOP 2-2 modules that were
dropped because of a major snowstorm and State closing: the energizing Problem-Solving Simulation and Kaizen Development. The plan was to present these
and the other missed modules (Measurement & CI-P Follow-Up) in ensuing Clinicals. It is felt that all CI-Ps, not only the ones at DOP 2-2, will benefit from participating in these learning modules. Here are some photos from that day.
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The Management of Cost
Currently, here in Maine, a budget discussion is occurring over $400 million dollars
which is designated to be spent on tax relief.
Since no new taxes are proposed, the
money must be found somewhere in the system.
In this case, the proposal is to have State
employees contribute more to retirement and
pay more for their health care. The net-net
of these changes would help balance the
budget and fund the proposed tax relief.
Well, this indeed is a cut.
How else might we find this money?
Continuous Improvement Practitioners
(CI-Ps) are also State employees and so have
a doubly invested interest in the answer to
this question.
Surprisingly and, I am tempted to say,
wonderfully it is not from someone else’s

(cont’d from p. 1)

pocket but rather in the very work processes
we all participate in.
These work process exist everywhere
throughout State government.
They are many, they are varied, and they
are often complex.
They are also, by-and-large, unexamined !
This means that they contain waste and,
in many cases, the waste can be substantial.
This waste is lost capacity and lost time
which contribute to the cost of government,
reducing its effectiveness, as well as the
public’s confidence and esteem in its capacity
to function efficiently — particularly in times
of trouble.
Waste in systems and processes is another word for opportunity.
(cont’d on next page)

Printed & Other Matters
If you haven’t already, take a look at the following articles. They’re interestingly related and particularly relevant to our work as we look forward.
 “Servant Leadership….” . Ken Miller in Governing Magazine’s Public Great. Note #8.
http://www.governing.com/blogs/public-great/Servant-Leadership-The-8-Things-Every-New-DepartmentDirector-Needs-to-Know.html

 “Fight the Urge to Reorganize” by Bill Bott in Governing Magazine’s Public Great.
http://www.governing.com/blogs/public-great/fight-unnecessary-government-reorganizations.html

 “Picking Measures is Leadership’s Job” by Bob Behn in his Performance Leadership Report.
http://www.hks.harvard.edu/thebehnreport/

 “The Perils of Performance Measurement” by Babak Armajani in Governing Magazine’s Management Insights.
http://www.governing.com/columns/mgmt-insights/perils-performance-measurement.html
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The Management of Cost
The opportunity to improve systems and
processes ranges from 0% to well over
100%. BTC has documented as much.
What does this mean? It means that
within every State ‘business’ process this
waste can be – needs to be – found and eliminated, continuously, starting today.
The proposed challenge before us is that
the $400 million dollars is in the system
ready to be found but not where people are
currently looking.
I am not the first one to propose the
metaphor of the ‘gold mine’ that exists in
State government: A source of money/
resources/capacity/goodwill that requires
no cuts to find, no additional resources borrowed or taxed but does require a huge,
huge increase in the resourcefulness of our
staff, managers, and especially our leaders.
Even, better, this ‘gold’ exists not only in
State government, but every municipal,
county and federal government system as
well as every business, profit and non-profit
in Maine.
As long as we look to manage costs without managing process, we miss the ‘mother

(cont’d from prior page)

load’ - even worse some win, many lose. Ed
Deming once said, “Why fight over the pieces of the pie, when you can make the pie bigger.” This is a win-win strategy.
But we will have to change the way we
work.
The current debts are huge and the electorate and government have a right to be
concerned.
But they also have an obligation to think
differently about the problem, and they
cannot do so unless we CI-Ps show them the
way, in the same way Deming, Juran, Ohno,
Shingo, Miller, Hamilton, Presnar, and Davis
have shown.
Deming would say, “How could they know
to do it differently?”
As we here at CI-P News note, “What
else can they do, if they know not what else
to do?”
This then is part of the challenge before
us all!

—— Walter

BTC Lean Events
Date

Time

Topic

Location

Contact

March 25

8:15-4:30 Clinical Supervision

221 State, Lean Lab

WEL/ASD

April 15

8:15-4:30 Clinical Supervision

221 State, Lean Lab

WEL/ASD

May 13

8:15-4:30 Clinical Supervision

221 State, Lean Lab

WEL/ASD

June 17

8:15-4:30 Clinical Supervision

221 State, Lean Lab

WEL/ASD

July 15

8:15-4:30 Clinical Supervision

221 State, Lean Lab

WEL/ASD

* To add or see more events or detail, go to the Bend the Curve Calendar in Outlook’s Public Folders.
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The primary purpose of the Bend the Curve Team is
to provide support, consultation, assistance, and
leadership in continuous improvement approaches
and activities for State staff, work teams, and leaders as they seek to continually improve their work
culture, systems, processes, and environments – in
order to meet the mission of Maine State government and the expectations of Maine citizens.

Office of Lean Management, DHHS
221 State Street
Augusta, Maine 04333-0011

We’re on the net !
http://www.maine.gov/dhhs/btc

FAX: 207-287-3005
TTY: 1-800-606-0215
Lean Lab : 207-287-6164
OLM/BTC Staff:
Walter E. Lowell, Ed.D. CPHQ, Director
Phone: 207-287-4307
walter.lowell@maine.gov
Julita Klavins, M.S.W.
Phone: 207-287-4217
lita.klavins@maine.gov

Continuous Improvement Practitioners:
BTC Intervention Facilitation Status

DHHS

More Miller
workshops &
DOP 1-6 being
planned !
Additional workshops
with Ken Miller are being planned. We’ll keep
you posted.
The introductory weeklong CI-P Bronze level
training DOP 1-6 is being planned for midyear. More info will be
forthcoming.
You can also check the
Bend the Curve Calendar in Outlook’s Public
Folders & come to the
planning meetings for
Clinicals and other
events.
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DAFS

DOL

Kate D. Carnes

C-L

Jorge A. Acero

I-O

Wendy Christian

I-O

Nancy Cronin

C-O

Michael T. Brooker

I-O

Rebecca S. Greene

I-L

Marcel Gagne

LCL

Deidre A. Coleman

I-O

Julita Klavins

L

Don Lemieux

C-O

Joan A. Cook

Lyndon R. Hamm

I-LCL

L

Billy J. Ladd

I-LCL

Merle A. Davis

L

Maayan L. Lahti

I-O

Muriel Littlefield

C

Eric Dibner

O

Michaela T. Loisel

I-L

Walter E. Lowell

L

Peter D. Diplock

O

Henry B. McIntyre

O

Jerrold Melville

O

Brenda G. Drummond

Ann O’Brien

L

Anita C. Dunham

I-LCL

Cheryl Ring

C-LCL

Karen D. Fraser

I-L

Anne Rogerson

O

Timothy J. Griffin

L

L

Gaetane S. Johnson

I-O

C-O

Michael J. Johnson

O

Terry Sandusky
Bonnie Tracy

Sec.of State-BMV
Scott Thompson

James J. McManus
O

OPEGA, Legislature
Matthew K. Kruk

Scott R. Neumeyer

I-O

Gloria R. Payne

I-L

I-O

DOT
Michael Burns

C-O

Jessica Glidden

I-O

Rick Jeselskis

I-O

Robert McFerren

I-LCL Sam McKeeman
I-O
Jeffrey Naum

Bruce H. Prindall

Univ. of Maine
Kim Jenkins

I-O

Mark S. Tolman

I-O
C-O
I-O
I-O

DEP

John L. Rioux

L

Sheryl J. Smith

C

Carmel A. Rubin

I-O

I-L

Alicia Kellogg*

I-O

Jack Nicholas*

I-O

O

Community — Private Sector *
Rae-Ann Brann*

I-L

Jane French*

Stephen C. Crate*

I-O

James Fussell*

I-L

Arthur S. Davis*

L

Kelly Grenier*

LCL

LCL

Nancy Desisto*

L

Clough Toppan*
Town of Durham, New Hampshire
David Kurz

I-O

Steve McCusker

I-O

Michael Lynch

I-O

Todd Selig

* Community CI-P
L - Lead

I - Inactive

O

C – “Champion for Lean” - not facilitating

LCL – Learning Co-Lead

O – Learning Observer
CI-P News

